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_ COftice of Training Response to the
INEPECTOR GENERAL'S SURVEY OF THE CIA TRAINING PROGRAM
Imgusi 1960

I. GENERAL REACTIONS,

1 toel that this very comprehensive survey of CIA training policies
and prastices is both timely and usehul. Many of the points that it
raises are not new. The fact that they are raised again provides us
an opportunily o re~examine tham. Befers commenting on the recom-
mendations made {n the Swrvey, I should ike to make four, genersl
observations atfecting ow Agency training program as a whole, Whils
each of these appears also in the Survey, I believe that they deserve
greater emphasis,

A. 2asncy Xraloing--"Pemmissive” of “Rlasned” ?

Basio to planning, programing, and stafling our Agency
traialng program are answers by command and managemsnt
te this question: "Who shall be trained in what knowledge
or skills, when, and for what purpose?*

Our present and not inconsiderable arrey of training~-
formal OTR courses, compenent-conducted instruction, on~
the-job training, and external training--represents an
snergetic responss to specific tralning requirements. But
st the same timo, as the Inspector General peints out,
enrollments ia some courses have been rregular and

There are appurent differences of apinion as to the
heegd for varlous levels of tralning. For oxample, same of
our now professionals JCT"a) receive intensive and com-
prehensive basic training before going into on~the-job
training; others (unior econcmists for OBR) receive only
a short crientation but net basic intalligencg training to
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complement the substantive knowledge acguired in eanaqm
and slsswhere. As a hmther example, the Inspector General
strongly recommends the establishment of a mid-career train-
ing program, and OTR has had such a course on the drawing
bonrd; nevertheless, there has beon no stated requirement for
this level and type of training from the Deputy Directoratss,

The Agency attitude toward participation in training also
varies. Whils individual career servicos have set training
standards related 1o positions, for the most part training has
besn gutniaaive rether than planned or directed. To repeat,
thore are exceptions, but the net result s an uneven approach
to treining. The "ftve par cent in training” rule succeaded in
bringing sbout a greater participation in training, to be sure,
but even 36, performance was uneven.

Lagking snforced or enforceable training standards, the
individual supervisor detemmines what traintng skall be accom~
plished. A dranch chief who is training-minded, with or with~
out & five por cent rule, will make a strenuous effort to see
that hts personnel receive the maximum training. Bub another
mmu:mymmmmmtmm:«mmm
way to learn {s by doing. A proof of the inndaquacy of the
present cystem of pemmissive training policy is the somry
spectacie of instructors and training Haison officers having
te drnam up candidates for courses which have been established
in response to & Deputy Director's request.,

For a planned or directed training policy, what should be
our ovarall objectives? How guch training do we need and
how much can we afferd, not only in terms of dollars but also
of time? How can we make a planned system work? 1 am not
aure that we or any other agency can amrive ot the Answer,
but 1 think we can make a start, And whatever we arrive at
m,&mm:kw&m%dwmwﬁhtm

uirements and of our methods for meeting them,

Oux Answer Lo the problem of training must be tled in
with our career service and cerser development policies and
programe. It seems safe 10 assums thet today's demands call
for the development of genaralists who have a comprehensive
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knowledge and undarstanding of Intelligence and Operations
and sre capable of directing and coordinating programs of
broad acope, and exparts who can deal with detsiled com-
plaxities and meat high professional standards in very
specialized fislds. And many of our generalists will also
possass some specialized skills,

Next, we will no doubt continue to make allowance for
ltmited, latersl entries of experts into our Agency at various
levelz, but we should look to our JOT Program as the primary
sexarce of new, youny professionals. There will continue to
be a variety of oppartunities for coresr advencement of both
gonuralists and specialists, and for movement betwoeen
*ladders of advancemant” in order to fill the nved for
various cambinations of skills-<including general execu-
tive talents at the higher levels,

| 1 suggest that we approach the problem of planned or
dirscted training in three ways:

1. First, prefessionals should be assigned
W general training courses at specitied points
during their careers~-orientation and basic train-
ing, mid~career training, and senior officer

i. Becond, professionals should be assigned
to language, area, and functional traising courses
on the basis of the training prerequisites for posi~
tions to which they are assigned.

» Third, professionals should be encouraged
te mm their own peraenal intallectual interests

snd self-development with ar without Agency spon-
sorship or assistance, as the individual case wamants.

I beliave that such an approach is practicable with basigally
our present training structure. Where more drastic action is
required, however, 1s in the establishment of training standards
and prerequisites for specific positions-~cor tagks~-and in the
sppointment, where this is not now the case, of responsible
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asalor professionals as component or unit training officers.
mmwmwmwmwmmm
s0 long as raining (s permissive.

B. Ihe luniex Officer Training Conceps

Owr task {5 made simpler if we con reach agreement on a
cencept of arientation and basic raining for our new, junlor

professionals,

1 agree with the Inspector Genersl in the gonoept of &
single service in Cli~~that is, in the self~identification of
the professional as s CIA Intelligence Officer, whether de is
assigned to the DD/P, DD/I, or DD/E as » genaralist or as
a speoialist. And I delieve that all new, junior professlomals
shouid de gotten off to the same start in thelr Agenoy careers
in torms of their initial orientation, indoctrination, and famil-
tarization with the business of Intelligence and CIA missions

On the othey hand, ! believe that we must stick to our
present, proven JOTP concepts and practices and admit to
the essential differences between JOT's and those other
highly desirsble young people who are employed because
of their peculiar, specislived qualifications. We peed
mfmdmmﬂﬁaibimytoamlct, recruit, hire, and
to train hoth for the variety of tasks to be parformed,

To deal with this problem, and at the seme time o
protect the vital asset which our JOTP represents, we have
forsned a special task force comprised of the following
efficers:

OTR Matthew Baird
25X1A9a
88A-DD/8B
O/Pazsonval Emmett Echols
25X1A9a
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25X1A%9a

Do/P
2D/

This group will meet until the problem is resclved.

!m&éﬁhmmmtoﬂmmﬂfﬂwmﬁ
OIR~conducted training and to the problem of selection and
W&}M*a. To dsal with both of thease, the Inspector
General has recommended the establishment of certain new
bosrds and panels comprised of representatives of the Deputy
Riractorates., While undoubledly thezs could serve a useful
purpose, I really do aot balieve that these measures sre a3
aaosssaty or as potentially effective as the rotational assign~
ment of selected, exparienced officers from the Deputy Direc~
torates 10 OTR In regulerly established positions asz instructors,
staf! olficurs, and as training officers on the JOT Program Staff.

On e basis of long experience [ have become convinced
that s key factor ia the development of more efficient tnstruc~
mwmmammwamcy skﬁlssadtmms
“ Bt g gty -t Ry XX J ;

Mﬂéaﬂs mmd, and with individuals su!mm! on the
buxis of qualifications, the Component officer brings to OTR
hts experience and expertise in his particular fleld and applies
these to a related ares of instruction, The CIR instructor,
mesnwhile, is brought up to date an current cpersting practices
in his fekd and enviches his backgmund axperience for his

next tour as o career instructor,

The matter of cutrent, operational dootrine slso is affected
by the rotational assigrment mmtmmm our mm

for obtaining operating doctrine is its translation
inte realistic teiniag dootrine and ve instruction is
made more positive if e instructor is mmny experienced
in the type of activity involved,

5
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Simtlarly, communication between OTR and the Compo-
rents is facilitated and OTR plans and progrems are made more
sealistic if some of CTR's staff positions are filled by officers
on rotational tours from the Components. The case of the JOTP
stafl is paritoularly importent,

Training afficers assigned to the JOTP Staff work under the
close and continuing supervision of the Chief, JOTP who has
long soperience in this position, The training officer comes to
know Intimately the JOI's asuigned him, He has acoess to
their complate background files, he interviews them as appki-
oemts, reccmmends thelr acceptance or rejection. He briefs
and comsels them after sntry on duty, is thelr advisor during
e braining period, follows thalr progress through the courses
of Instruction, obesrves thelr attitudes and aptitudes, and
recommends the direction their careers should take. He keeps
in very clese touch with career servics panals, divisions, and
ranches; recommends and assists in placament; and briels
both JCT and new supervisor when the JOT enters on~-the~job
training in the Component. 1f this Wraining officer is representa-
tive of his Component, if he hos the confidence of his Compo~
neat and is cwrefully selected for this responsible assignment,
he is in an Lieal position to select candidates of the kind
mhmwmwmmmmwmym
thair inttial, critical training period, He can be far more
offective than a panel dealing with files and reports.

The importance of this concept of axchange of perscnnel
to the effective conduct of OTR's training responsibilities
onnnot be emphaaized encugh; it ia OTR's life blood. On the
ome hand, it 15 the assurence of continuily and currency; on
the ather, it 1s the essential ingredient to the development of
& carsar corps of experienced instructors sud managers and
gﬂma ﬁhﬁm training a:idﬁm:; Although this concept
hasz appenred & ueog?c e Lo be working successfully,
I am deaply alarmed at the growing evidencs that it will not
continue to the extant that it must if we are to have an im~

L. ZIae Bale of the Dioscier of Imining

Finally, I should like to make a brief comment on the role
of the Director of Training, As Director of Tralning, I am
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respensible directly to the Depuly Director (Support), and
ia this capscity I and my Office are immodiately responsive
te training requirements laid down by any office ¢r Deputy
Dirsctorate of this Agency, I can, however, under existing
regulations and in my present command relationship, parform
an odditional function, i 1 am called upom to do so. I cen
serve az the Director’s siaff officer for training, And in this
MImMWmmmmmmam

t!u nr!ma wabla:ﬁs otphnninq mdmm

aIMMaymﬁmWa, there is littie in this
Survey that iz new to me and to OTR, But 50 long as the
Direster of Training serves anly as Director of the Oftice of
Tmining and oot also as the Agency’s staff officer for train-

iy, thers is litle he can do toward implementing the msasures

which seam vital to the significant improvement and further
devalopment of our Agency Training Program.

y
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L. COMMENTS ON SPECIFIC RECOMMENDATIONS.

The following comments are submitted on the cited, specific
recommendstions made in the Inspector General's Burvey.

1. The Directors of Personnal and Training together with
representatives from gperating components take a fresh look
a2 the oversll predblem of clerical usage and make recommenda-~
tions for a more offective system. This should be fallowed by
an OTR reassessmant of the clerioal traintag program.

Racammend concurrence. The Chiefs, Intelligence
Sohoel, and Assessment and Evalustion Staff, OTR
have heen deaigneted to participate in such a review
ad asnessment. Clarical personnel should be suf-

aasigmaents.

2. DI adopt for headquarters administrative and career
planning purposes a designation of mt adequately
wilects the scopo and purpose of this § training

senter.,

3. DIR adupt & three~year tour of duty as standard prectice
for instructors and schedule replacement at the rate of une-
third of the instructor staff annually. (Primarily OS/TH

MW; with sllowance farindi-»
vidual sxceptions as to lemgth of tour of duty. The
mumm&mxmnm“mm;a
sssurance of & planned, staggered turnover.

4, DIR redesigpate his Oversess Training Staff to better
reflect its expanding function as & clearing house for trainlag
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dooctrine; that ita role as a depository and an editorial and
coordination staff be negotinted with the Directorates and
publicized, including preparation and dissemination of
bibliographies under the various security lmitations that
mey apply.

I recommend that the Overseas Training Branch
be redesignated as the Operations Training Support
Branch with a primary responsibility for training sup~
port and guldance to overseas, operational training
activities, including | 25X1A
and & secondary function for provision of specialired,
tmaining materials support to other Operations School

25X1A6b branches | | 1t 15 agreed that we

must ensure appropriate awareness in the Clandestine
Services of the existence of useful taining materials,
but it would be well not to overstate the present capa-
bilities of this kranch. The Branch is functioning very
sftectively and producing st top capacity. Only by
snlarging {5 T/0 and by assigning additional, quali~
Hed porsonnel capable of a high standard of individusl
wogk oan its functions and scope be expanded. At the
same tme, aotions have been and are being taken to
ensure that operating branches of the Clandestine
Bervices are fully cognizant of the nature and scope
of services avallabls.

5., Curator, Histarical Intslligence Collection, vollaborate
with Chief, Operations School/CTR, to develop and publicize a
working collection of open intelligence literaturs | |  25X1AGb
which will fully reflect the existence and capabiiities of the
principal collection at headquarters.,

Ia line with this recommendation, it is pianned
arrangements be made to dovelop & rotating
uiwtma of open intelligence literature in the OCR
branch library in the Recreation and Bervices Building
| 25X1A6b {R&E), from which, in turn, selected items would be
loaned to| |

8. DIR experimont with the concept of a board of overseers
composed of senlor grade professional officers as & means to

$
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improved communication with and fndoctrination of consumers,
and te promote the development of more effactive policies on
gurriculum and enrollment.

while I am willing to expariment, I really do not
belleve this recommendad action iz necessary. 1 have
qualified, senior officers, representing the consumers,
on my staff, including my Deputy; Chief, Cperations
Sohool; and Chief, Plans and Policy Staff--all DD/P
onrear sarvice designess. Purther, through frequent
linison meetings, and through the expanded use of
such media as the QR Bulistin, CIR maintains close
cemmamication with the consumers,

The DD/P establish in his office a position of DD/P
mmwmmmmmmmq
for the formulation and lmplementation of Clandestine Serlvee
training pollcy and the development of operational doctrine,

While this {5 not my responsibility, I strongly
recommend concirrence. Turther, this officer should
be supported by qualified, senior operations or intel~
liganoe otficers designated as training officers in the
several operating divisions and staffs,

8. DD/P take appropriate steps to ensure that DIR be made
a partictpent, through the presence of his representative or throug
ether effective form of consultation, in all long-tange planning for
ths employment or expansion of deep~cover cperations.

fecommend congumrencea,

3. The DIR oconfer with the Commanding Officers of the
Army and Alr Reserve units to see if more practical reserve
training, e.g., Intemational Communism, could be handled
by OIR for the reservists,

Recommend conqurrence; Chief, Plans and Pelicy
Statf, OTR has been designated to meet with & com-
mittee of representatives of DI/P, DD/, DE/S, and
C/MMPD to discuss various aspects of OTR support
of the Agency Military Reserve Training Program.

16
Approved For Release 2002/06/10 H CIA RDP63-00309A000100020072-5




Approved For Release 2002/06358%RDP63-00309A0’0’0100020072-5

19. The cowrses on Intemational Communiam be given
wider publicity and offered to the personnsl of other agencies,

I believe that this action may not be necessary.
Pursuant to paragroph 8 of 3 memorandum from the
Bireotor of Training to the Director of c«mzmma
mi m 3‘ m 195&; 3&&%5 f.m"f}? ERRITE

Mﬁa d’ tq pcmmal d uﬁwx ﬁm&n&

c Gwr of the training amus}md h,-.r
m is M . They participate regularly in
oparses at the ?m%cn Service Institute, ﬁt:at«asa:{c
Intelligence School, Naval Intelligence Echool, the
Alr University, and others. Any appreciable, addi-
Honal workiond will necessitate an expansion of the
&IC staif.

11, The DR/P instruct all supervisors to abserve, in re~
quesiing language training, the principie that training in regular
classes is the normal and most effective method, and that re~
sorl to tutorial training shall be had only in exceptionsl cases
and whete reguired by security omnsiderations, unavoidable
pressure of time, or other valid reason.

Recommend conaurence,

i2. BC] issue instructions that Agency Regulations be
amended by sdding new provisions {a) directing the Deputy
Divectors to ideatify the categories of employses for whom
spavified degress of language proficiency are required and to
tte these standards of proficiency iato promotion practices,
snd (3 directing the Deputy Directors to identify those pesi-
tlons, or that proportion of positions, in sach overseas station
that may de filled only by Individuals who pussess, to the
degree spocified, the lunguage commonly used in the ganeral

Recommend concurrence,

i3. BCI issue instructions that Agency Regulations be
further amended to make lenguage proficiency testing, according

il
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to Agency standards, mandatory for all employees who are
reguired to have language ckill.

Recommend concurrence.

14. DD/P direct that in all long-range operationsl planning
the implications with respect to possible radical change in re-
quiremsnts &s to the nature ar extent of langusge capabilities be
carefully considered and that the conclusions resched be rogularly
and promptly communicated to the DTR,

15. BD/P give clearer recogmition to the necessity for devel-
oping in Jarger numbers than at the present rate loguistically
qualified area specialists.

i6. The Deputy Directors take such messures 3s may be
nogessary to cause all staff employees under thelr jurisdiction
who claim language campetence to submit te the Office of Tratning
tests at the eariiest practicable moment,

Rsocmmend consurrence.

i7. DD/P constder the advisability of placing directly on
the division chiefs the responsibility for all scheduling of lan~
guage training for persennel in the division and for monitoring
the timely carrying out of the language training thus scheduled,

Rsoommend concufrence, with possible exception
of certain JOT's.

18. The DD/P, as well as the DD/T and DD/S, strongly
recoumend to their divisfon chiefs, assistant directors and
other senlor officers that they familiarize themselves, through
ttendance thereat, with the contants of the Introduction Lo Over~
sens Efectivensss course.

NN bzlalf,

While I am in complete sympathy with this recom-
mendation, I fael it may be somewhat diffioult to carry

-RDP63-00309A000100020072-5
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out, nmmmemcmmnu stated, two groups of
mnior Clandestine Services officerz alresdy have attended
this course and judged it useful and valuable, We believe
this partioulsr course is most useful and pertinent to
afficers who have had some Agency experience. Similar
material related o specific areas is contalned in the
Amuricans Abroad Crientations, We are lecking into the
utility of adapling lessons from the behavioral sciences
into our tredecraft training and slso are pensidering the
prodiem of overseas effectivencss training for deep cover,
U. &. perscansl.

18. The DCI establish as Agency policy that all juntor pro-
fassional officers enter Agency employ through the JOTP.

mzmmmswzmmmm
and indoctrinetion intent of this recommendation, I
mmmMMamwm@mm-
tinue to employ JOT's and junior specialists through
ssparate procedures. I 4o strongly recommend, howewer,
that they be trained together (n the orlentation and famil~
tartzation cowrses, and in such other conrses in which
their needs are compatible.

20, The DIR astablish a JCT Selaction Panel composned of
line officer representation from the three Deputy Direclorates
together with appropriate repreosentation from the Office of
Porscnnel and Training. The Chief/JOTP sheuld chair the panel.

Cn the basis of the favorable evaluations recsived
of results of our precent arrangoment and system, I be~
Heve that this recommended action is not necessary.

It might also prove unwisldy in practics, and serve to
slow down rather than to facilitate the timely processing
of candicdates. I strongly prefer to have selected, ex-
parienced representatives of the DD/P, DDA, and DD/S
serve rotational tours of duty as training officers on the
JOIP staff,

21. The DIR should give consideration to the feasibility of
the use of outstanding public citizens in the panel selection pro-
oess resommended above,

13
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1 do not believe that such a pansl would really
safve 5 useful purpose In this regerd. May I suggest,
howsver, that selected univerzity consultants do serve
this purposs, not sitting os a panel to judge individual
applicants, but xather providing their viewpolint to
hroad prodiems of spotting, selection, recruitment,
means of attracting desirable candidates, and so forth.

22. The DIR amrange for the participation on a rotational
basis of line officer representation from the three Depuly Direc~
toretes In JOTP placemant panels.

I baliave that Deputy Directorate representation on
the JOTP staff, on a rotational baats, mbﬁw serve

this purposs,

13. The DIR together with the Director of Personnel take
steps to eliminste prejudices that have arisen which tand to
assign second clasz status to DD/ and DD/I carcers.

I wili, of course, continue to look into this matter
with the Director of Perconnel, and together with him
will undertake whatever steps are necessary to keep
such prejudice from oocuring, It is & long establiched
policy that the JOT's be given a clear and accurate pic—
ture of the Agency's mission and functions and of the
mutual, interdependence of its parts, But JOT's will
mMMMwamm&hmﬁmm
we oan take, and most have s natural preference for
service overseas,

24, The DD/P establish mintmum standards of training end
swperience for case officer apprenticeship including general pre~
parstery, basic skilis, language and advanced operational train-
ing, and that he determine the feasibility by experiment of same
form of overseas familiarization as a part of the appreatice period,

ncurrence, We shall be glad to assist,

25. 7The DTR together with the Director of Personnel under-
teke to monitor the present sfforts of the Department of Siate to
improve perscansl nmanagement and training in the Foreign Service
for measures that may be adopted for the Agency's bensfit.

Approved For Release 2002/06/10 : §4\-RDP63-00309A000100020072-5
CRANET




—

Approved For Release 2002/0‘§‘ p ﬁ-RDP63-00309A000100020072-5
3 : -

We have been doing this for some time, on &
continuing basis,

i6. The DD/ direct that the recruitment and initial training
of junior analysts be scoomplished through the JOTP; that in-
oreased emphasis de placed by the Agency’s recruitment facility
on the reoruitment of JOT's with academic backgrounds suited o
DD/ neads; that ORR amd other specialists recruitment be phased
dowex g3 production of JOT's increases and generally limited to
senior snalysts at the Ph, D, level,

REspunmend concurrence, sxoept that for the fore~

sosable futare funior analysts who do not qualify as
JOT's continue to be hired or selsoted agammst DD/

slots, but be trained indtially threugh the JOTP,

27, The DD/ and the DD/P initiate & test program for the
rotation of qualified DD/) professionals to the DI/P to serve as
reports officers with part of the tour to be spent overseas, DD/P
reports offiowrs in tumn to rotate to the DD/T for training and ax-~
petiencs in the svaluation and use of intelligence reporting. (A
similar recommendation was made in the I0's survey of the Far
Bast Division, DD/P, dated Junc 1958. The lack of recognizable
pregress in this lmpertant offort impels us to repest the recommen~

dation bere.)

Rscammend concurrence, with the hope that this will
not interfere with rotation of OTR instructors to the DIVP,

er DD/1.
28. Adveanved external trmining for anulystz be phased some~

what later in the career pattem, perhaps after the fifth year of
duty, to permit maxbmum play of JOTP and other intelligence prapa-

ration during tha apprenticeship period.
Bacommend concurrence,

28. The DTR be specifically charged with the responsibility
of determining under whose suspices non-OTR training will be
conducted and pertinent Agency regulations be amended accordingly.

15
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80. DTR review the training records of employses in pro-
fessionnl categories who resigned from the Agency during FY
15380, or longer if necessary, to determine if & mare definitive
policy governing external training is required.

Recommend cOBCITONCS,

3i. The DCI svthorize the establishment of senior grade
ponitions for selected Training Cfficers at the Assistant Director
ot DO/P Division Chief level with job qualifications designed to
ensure the sffective performance of proper training functions.

25X1A

32, The DTR initiate an amencment to|  |which more
clenrly desoribes his reaponsibility to render only advice, guidance
and support to the on~the-job iraining effort.

33. The DD/PF study the axtent to which it is feasible to
deveiop 6 greater capability in technical tradecrafl in operations
officers, establish minimum standards of tachnics! training as
basic to the reguired preparation of all operations officers and
{ssue polioy sccordingly for the guidance of the Technical Schoel,
I85D.

Heo comuent.

34. The DCI authorize and direct the eatablishment of & mid~
career training coursze for officers at the GB~12 and ~138 level in
oxder to prepare them for broader responsibilities particulasly in
the fisld of command, to refresh thelr motivation in the intelligence
service and to broaden their understanding of the interrelationship
of Agency functions.

OTIR has dons some preliminary research and planning
for such & cowrse and, in fact, already offers some train-
ing in separate, functional courses at this level, such as
management and oversesas effectiveness training. I have
been most reluctant to push this courss, howsver, while
training is still approached on a permissive basis, 1 will

16
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be happy to move ahead with our planning if this course
will be part of 2 directed training prograsi,

35. The DCI authorixe and direct that a senior officer program
be established to develop more officers capable of formulating and
wwmluating comprehensively policy concerned with intelligence in
the U. 2. Govrnment generally in keeping with the outline de-
scribed in the IG survaey.

1. too, faver a sentor officer tmining progam, but
not & “CIA Senior Cffiowr Course™ camparable Lo that
offered at the National Wer College, First of ail, such
an widertaking cannot help but be very expensive to
mmu ?adﬁam rate, and OTR is not now “statfed
up <" 1must note, too, that OTR cumrently ic making
vary extensive use of the valueble services and time of
many of our senior and tap-level CIA offictals as guest
speakers and panslists in existing courses. Fimally,
we e already accomplishing a constderable amount of
training of CIA senior offioers at this level in

&, the senior officer colleges of Defense
and sh“:

b, olvilian and military graduate schools of
management,

¢. advanced studies in other subject matter
in colleges and universities in the United States
ﬁm& {szpecially by DD/1 officers), and
ABs

Qourses..

1 feel that we can do more in this area, and am confident
that we can work out together o comprebensive program
which will meet the general needs of senior executives
a5 wall as the pecullar needs of our senlor professional
Mﬂt&s

17
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M, COMMENIS ON THE TEXT OF THE SURVEY, AND ADDITIOMAL
RECOMMENDATIONS.

A. Sgeve of the Preaenl (Tralning) Prowam

1. Inpersgraph II, B, 2 on page 5, the Survey states thet
the “DD/T, . . has preferved to hire individuals previously trained
and Paguiiring no extensive fnther investment on the part of the
Ageney.” I balieve that while these individuals may be very well
gqualified in subject~matter fields, in most cases they will not
bave had previous intelligence training or experience. Asa
minireum they will require orientation to Intelligence and to CIA,
snd basic training in Intelligence techniques specifically related
to DD/,

2. In the same paragruph, the Survey goes on to say that the
“DIY/P. .. has had te Jook, . .to fts own resources for advenced
training of journeymen case officers in advenced areas of opera-
tions.” This is only partly trve. DD/P does coaduct an-tha-job
taining, special seminars, and, of course, T8D training. But in
dizect response to DD/P requests, OTR has provided for some time
& wide variety of advanced, specialized gourses and is prepared
to develop new gourses, when and if required, within its capa-
hlitles. I am more concemed over the irregular attendance of
advanced, specialized courses established at DL/P request.

3. Is paragreph I, C, 7 on page 9, the Burvey looks forward
to the “development of more efficient instructors and instructional
teginigues.” I beliove that a large part of this problem can be
offectively rasolved by ensuring sdequate rofation and exchange
sastgnments of Instructor personnel, where this is appropriatas.
In sddition, we are already engaged in a reasonably extensive
instractor training program available to all Agency training sctivi-

tien. As part of a continuing program, all instructors

recetve instruction in Confarence recémma from

Purther, the OTR Educational Specialist has, since July 1959,
rained over 100 OTR and other CIA component training instructors
in Instractions! Techrigues. Supplementary measzures introduced
or onrried forwerd by him include:

a. Muining of an assistant Educational Spectalist;

b, development of workshops in instructional
techniques;
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a. aotivation of an OTR Educational Committee for
exchange across-the-board of training experience and
development of now concepts, technigues, and materials;

4. revision or refinement of operating procedures,
mmanattmuinq alds, guidebooks, handbooks, and

Finally, a member of the Assessmant and Evaluation Staff, OTR,
s kesping in touch with developments of "teaching machines,”
and research is being conducted | under
mm; in the application of teaching machinas and programed
instruction to languege teaching.

B. Qifice of Iaining
i. Orgenization.

.. kpmmm.m § on page 12, the Suryey atates
that from 1953... “...forwerd there has been s proliferation
of sourses adapted to special needs, but no further expansion
into major new departments of instruction.” Although ! may
Mave micinterpreted this statement, it lterally is not so,
The new courses In srea tneining, communism, paramilitary
training for the CIA Contingency Farce, covert action and
iabor operations, and others reflect a continuing growth in
new or more clearly defined areas of tnatruction, This growth
iz not in every Instance reflected by a new, administrative
depariment or change in OTR organization, Cur present OTR
organization has been flexible enough to admit new courses
«r revialons in present courses into eur system of Schools,
sach divided into functional or subject matter branches or
fagnities, The oourses conducted by these faculties fall
into a clear pattern of course families or groupings.

b, With reference to III, A, 7 on pages 12 and 13, I
should like to add that the present organtiration of GTR, as
devized by OIR and endorsed by the Inspector General and
the Mansgement Staff, also includes the Junior Ufficer
Training Program as a separate "school” er Mne function,
Further, effective § April 1960, | I redesignated
also as a "sohool,* with its de responsible
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directly to the Director of Training. Headquarters stefl
guidance and support on training and administrative support
matters are provided by the Chief, Operations School, and
Exncutive Officer, OTR, respectively.

. Isheuld ltke to make a minor correction in fact in
paragraph HI, A, 8, a, on page 13, Although audic~
awﬂﬂam mcuuy is a TSD arez of responsibility,

Audio~-Burveillance Management Course was devsloped
wmmmnmamwmummamz
courss in the planning, organization, and menagement of
8/s operstions. TED provides only the technica!l instruction
roguired in this course.

2. The Intslligence 8choel

a. Although I find 2o large hone to pick with the In~-
| apactor General over his discussion of the Intelligence
fchool’s activities, I sannct help but feel that he has gained
an impression of this Schoul which does not reflect charply
sntugh ite objectives and activities, There are many small
inacouracies; I will ssek to point out only a few.

b. Actually, at the time of this Survey, thers were six

faculties comprising the Intelligence School. The Survey
cmitted the one-man “fagulty” of the OTR Orientation and
Briefing Officer, currently Mr. ith office  25X1A%9
and auditorium in Central Building. Further, courses
offered by the Intelligence Production faculty meet pro-
fessional needs of DE/P and DI/B as well as of DD/I.
m m Intelligence Production Course for JOT's has been

aorsased from 12 to 14 weeks in length, to pemmit the in-
Giasmn of additional scientific and other intolligence studies.

a. In paragraph II1, B, 2 on page 17, I fasl that the
following statament is somewhat exaggersted, or perhaps
oo ingluaive & generalization: .. .In aress of emplovee
, arientation, management skills and intelligencs production,
hovrever, there has been limited consensuz as to what was
to ba done and the OTR effort has been subject to constant

20
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adjastment.” In the areas mentioned there has boen a
eonstant effort made to update materials and to kesp the
ovurses immediately responsive to iraining needs, The
content of OTR mansgement courses compares favorably
with that of approved AMA and collsge-level instruction.

4, mmmommmm,n donpege 8,
Cifice of Communications employeesz are not axempted from
Wmnm. By cocperative arrangement, they are
brisfed and oriented a2 seporste groups. In sy opinjon,
the Otce of Communications has adopted an exemplsry
attitude toward arientation and drisfing, and in this con-
nestion it has heen made mandatary for OC perscnnel,
axdd their dependents whenever feasible, to sttend the
Americans Abrosd (AAC) area orientations and the CIA
Dependents’ Briefings.

®. With reference to paragraph i1, B, 5,mm¢ 18,
i foel that the Inspector Gensral’'s remarks canceratng
writion communications wamant s full mm:h:sm that
this subject be given tmmediate, active study. The problem
of communication very definitely affects OTR, and we are
wxummmmmwmmnadm:mm
publications az the QTR Bullstin and Supnort ] and
wﬂlgaai&hwmymmnmmwud,ﬁﬁ mm
the fleld.

1. Ilagree with the generul tenor of the Bwrvey's
sommentary on training in management and supervision.
Whather we have management training or not depends of
eourse on the customers’ will, and whether management
training is tled in with individual caresr development or
with specific positions ia itself a decistan for manugement.
Thanks, howevet, to aggressive DL/S participation in both
axternal snd internal management training, and thanks alsc
to sur resent, usaful experience with the Sentor Seminer in
Management lod I ba~
Heve OIR has develaped sumcum experience In this fisld
of training to be able now to recommend a pattern of manage~
mant training suitable to this Avemy 5 cwrent needs,

.- To ratum to a less gritical area, with rafersnce now
te paragraphs I, B, 8 and 9 on pages 20 and 2], Intelligence

21
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Sohool courses in effective speaking, sffective writing,
and conferencs technigques are gat purely remedial in
charscter, They are, as the Survey goes on to put it,
oourses which instruct all performers, strong or weak,
in preferred techniques. Those perfermers who are found
woak are given special attention. Similerly, latelligence
Production faculty tntslligence courses are pot atmed at
the merginal parformer. They are aimed at the bulk of
DD/ prodessionals, victually all of whem need training
in the skills and techniguss covered by the courses.
This training would still be needed even {f the DD/1
would “agree to recruitment of the bulk of his junior
oNicer requirement through a truly Agency~-wide JOT
thc'—tha

h. On page 23 of the Survey, in paragraph I, B, 11
thare {s ansther minor error, probably arlsing from mis-
vaderstanding of information provided during the survey.
Clerical applicants do not receive a "personality” test,
only a short employment test on vocsbulary, afithmetic,
and clerical saccuracy.

3. Operations Scheol

8. As in the case of the Intelligence School, thare
are a number of misunderstandings or errars of foct; most
of these are not of major significance but 1 wish to note
some of them very brisfly.

b, PFirst, paragraph II, C, 1, b, reads as follows.
“The Headquerters Training Staff 15 responsibie for train-
ing in clandestine operations. The JOT, for axampls, after
gradation from basic intelligence training, will receive
#urther specialized training in operatione from this staff,,...”
$his i3 not quite aocurate, The Headquarters Training branch
providas advanced and specialized training in clandestine
eperations. (Basic and familtarization treining in clandes-
Hne operations, and still other advanced and specialized
CONYEeS Are | | The Headguarters
Training branch also has mdhutoéa two-week “Clan~
destine Bervices Orientation” block in the 10~week JOT
Orlentation Course. After completion of the latter course,

i2
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the JOT| lfor efther the Operstions Course
or Openations Yamiliarization Course. Belected individuals,
usually specialists, may take spacialized courses thereafter,
but most DD/P candidates procesd from the OC o on~-the-job
training in the arca divisions of DD/P.

¢. With reference to paragraphs I, C, 1, dand e, on
peges 26 and 27, I must take exoeption te the assertion that
courses are of "sxcessive length™ and subject to "in-
flaxible scheduling.”

{1} The length and content of each operations
sourse are dased upan requirements presented to
OTR by the Clandestine Services, and these courses
are oonstantly raviewed and modified in accordance
with DD/P special staff recommendations and with a
view to Improved mstructional methods.

{8} The courses are of varying lengths-~two,
three, and four woeks, for the most part, and thoy
are preserded on either a full-time or part~time
basis, according to agreement between OTR and the
Slendestine Bervices. Studemt oritigues very often
refiact an opinion that the training time allowed is
too belef!

{0 At the same ttme, OTR J3 limited in its
sgheduling procedures by such factors as mmbers
and qualifications of instructers, mumber and sime
of classrooms, availability of training atds and

| 25X1A6b

at, |

‘md. of opnrse, dollare,

In gensral, the Operations School strongly prefers full-time
training, with the student free from the daily distractions

andk responsibilities of his desk, and able to derive the

utmost beneit from Hil concentration on the training couwrse.
Bt if part-time training iz necessary and acoeptable, in the
fight of other, curent demands on employees® time, then the
Gperations School will bow to necessity. Further, Ihe Opera-
tions School favors the use of seminars as a means of exchange

23
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the length of tour of OIR duly is nct as important as the
need for a planned, staggered tummover of {natructor
personnel. And when the tour {s completed, CTR makes

a strong effort to see to it that instructers receive fals

and thorough considaration for subsequent duty assignments,

g. With referance now o pare, I, C, 2, 1, (8), on
pege 32, and the problems of tralning doctiine, it is the
conssnaas in OTR that the greatest problem and defictoncy
is the lack of an ostablished channel or system for move-
ment of cases, projects, studies, and other DD/P materials
o useful to aining, from any point| | 25X1A
25X1A []to OTR. What OTR needs most is selected "raw
materials” of operntional doctrine or gxpaziencg which can
be refined into training doctrine and tralning materials
suitable for classroom, flald exercise, or covert training
use.

h. As noted in the Inupector Ceneral’s discussion
in pammgraph I, C, 2, £, {8}, the Cveracas Training
Bronch has come to play a central role in the Operations
fohool for exploitation and processing of oparational,
training materials, Without ovartaxing thiz Branch's
capabilitiss or impairing its performance of its primary
function, | intend to make mure that our stamdsrd operating
procedures peawmit the fullest possible utilization of ma~
teeials and doctrine available, consistent with proper

i. To retum to the problem of sources of dootrine,
i fael that OTR should look to the screening and processing,
swaluation ond sterilisation of project files and cese hiz~
tories, eto. as more properly a function of the DD/P
spocial staffs, Particularly in the more advanced arsas
of eperational training the case method is most applicable,
fow it is &Mﬂmxmﬁmﬂ«neMaﬁ or restrict
operalional methodology to cut-and-dried school solutions
which are mmﬂﬂwﬁisof ty and flexibility in
concelving and mounking ¢ stine aperations. At any
rete, inasmuch as ere is ot present no OTR Training
Deoagteine 5taff as such, the senior project officers and
stalf officers could work directly with the OTR School
goncernad in the selection and provizion of training
&tmlm
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3« Twning next to the present state of the training
25X1A6b curri ol | keference i3 made to paragraph
15, ©, 2, @, I ballove that only in enroliment sand only
in certain courses bas thers besn "marked instability.”
Changes have been made in scheduling on the basis of
enrollments and of other, usually extemal, influences,
and harp I terate my goneral protest against "pernissive”
training. Course contont has been modified and improved.
The Operations Course, for example, has beon rescheduled,
modifled, and shortensd somewhat to enable OTR--without
increases In ipstructional ctaff or additional, physicel
plant-~to meet the requirement to train appraximately
double the past sumber of JOT's per year and to includs
wwmmmsss on centain subject matter as
pammended of approved by the Clandestine 301'71953.
m M&ﬁy for example, the time devoted

25X1A14a

T W M X I3 Téceptive (o recom~
mmmc:mﬂ.mmmmwt
of twainiong in investigative techniques and interrogation in
this course. Finally, we are trying to shorten training time
whorever improved Instructional metheds and techniques
smake this pessible.

k. 1hnve but one brief abservation to make concerning
the text on covert iralaing, and this is in refsrence to para—
euph H1, C, 3, £, (1), on page 47, Cavert Training i=
ourrently recelving improved "foedback” on the post-
training performance of the individunl trainee, upon
slisitation from the csse officer. Although we appreciste
the requirements of compartmentation and opsrational
seourity, we do have a pecullar need-to~know and the
situation can stand further improvemsent..

4. School of International Communism

I have already commented on the recommendation sonceming
this Bchool, and wish to note only in addition that, in collaboration
with the Language gad Ares School,. the SIC also presents a course
entitled Basic Country Survey - UBER, of intersst o beth DD/P and
DD/1 personnel.

26
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§., language and Area School

&. The Language and Area School, in my opinion, is
particularly well covered in the Burvey, and, in general,
Iam in full agreement with the texnt,

k. With respect to paragraph II, E, 2, o, on page
58, & bas been noted that full-time language training,
which is intensive, has the advantage of being the fast
means of aoquiring & desired level of proficiency. In
centrast, pazt-ima treining should be thought of also as
long- language training. It can provide the same pro~
ficiency, but takes longer. It also involves less pressure
on the student,

 ©, With regard to the Overseas Effectiveness course--
ardd spucifically paragraph IIT, ¥, 7, b--{, too, regret the
ancessity to suspend this tratning. It 1= an expensive
orurse to run, however, and without a confirmed anrollment
1t begemes an expensive risk., It has a high potential for
mid~oaresr employees, and it could become a part of &
possible mid-career cownse.

§, Junior Cfficer Training Program (OTH

&. 1 mm very pleased to note that the Survey has aited
the JOIP "conoept of selection depth...” {ia paragraph I,
¥, 1, a, on page 76), and I urge that this concept be main~
tained central to our long-range planning for JOT's,

b, Beth OIR and the Office of Personnel are couscious
of the geographical patterns of the JOT student body, and
we have comparsd our recrultment procedures with those of
the Department of State. The make-up of a typical JOT class
probably reflscts the fact that cur Agency recruiters are con-
oerdreted more on the easters portions of the country where
thore are more sources and where there has been found a
Noverthieless, the college degrees and advanced studies
ssoomplished by 1OT's reflect attendance at some 1635
different colleges and universities throughout the United
States and shroad. OCur present aim 1= to aelect from
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candidates from ae many parts of the ovuntry az possible,
tacluding Hawsil, The finel selection, however, should

be made on the basis of guality and qualification, not school
or geographic area of origin.

¢. With regard to JOT gmaduates suthorized for 1960
forward, the DD/T has advised the Chief, JOTP informally
that 10 of the 25 authorized for the DD/ will be recruited
divectly, lsaving only 15 to be brought in in 1960 through
the JOTP. It is hoped that these 10 also will be afforded

d. The overall perforipance in JOT recrulting for 1960
is oonsidered to bo generally satisfactory, but we have not
reached our reduced goal of 113, (We will probably hit
103-104.) The “production” by the university consultants
bas been disappointing. They need not only to be expanded
in number and geographic location hut alse stimulated to
greater action!

¢, We alse have tried o isolate factors affecting
"doclines” in secruitment. In soms cases the recrulters
do not have time to Ixief the candidates thoroughly;
hence, many come hete to explore, In other instancas,
recrultssent comes so late that clearance cannot be ob~
tained before they have taken other jobs, The cost of
WMM&&&i«Wﬁémmm saEne-
times prohibitive. Our beginning salaries are attractive
emough but we noed the "HHE" allowance to enable the
married candidates to afford the move to Washington.
Thesse and other factors are under urgent study and action
will be tmitiated as quickly as possible.

£, OTR and the Cfiice of Personnel ure keeping close
watch on Forwign Servive persennel policies and practices
with a view to adopting any of their measures which are
pariticularly successfyl and which are applicable to cur
own needs, Wa shall continue to do so, not only with
respect o personnel procurement but also to training and
career planning .,

4. With respect to paregraph III, F, 8, a, {2) on page
82, the "public advertized, competitive entrance test” plan

28
Approved For Release 2002/06/§E§%§DP63 -00309A000100020072-5




Approved For ReTease 2002/06/10_} . ﬁP63-00309AVOO100020072-5
| 3

has besn iried, In collaboration with NGA, It was not
sucoessful or usaful. On the other hand, CIA is receiving
tneressed publioity, and there iz no apparent impediment
apolication for employment. In this cannection, one of

the ualversity consultants mentioned a year ago his conoern
over the problem of stiracting bright, high-type young
Amsricans to Government service in general, not endy to
G\, We might pursus this thought, perhaps with HEW,
with & view to producing an attractive wrochure on cureers
in the Pederal service, for circulatien through placement
end saployment staffs and key educators in the universitiss
a3 colleges throughout the United States. It might be

sple od by a personal letisr--from the Prosident?--to
hosds of these institutions and of their departments of
Government, Public Administration, eto,

h. With reference to poragraph I, F, 3, &, (3 on
page 83, 1 bave already acknowledged & possible imbalance
of puttarns of recruitment--albesit our pattems of recryit~
mant refiect good reason and econtmy~~, but our ranks are
gapen 1o all arees. H we can usefully expand gacgraphicaily
e untversity consultant coverage, aad reasonably increase
our publiofty within the limitations of good seourity, and i
we cisariy bass Quc final selsgtions on quality. the political
impiications of whom we select should be minimal. I believe
we must rely on the basic integrity of the CIA officer as the
damemstyable counter to any allegations of misplaced or
undus loyalty and influence based upon the “old school tie”
or regional affiliations and prejudices.

i. Concersing paragraph 11, ¥, 3, a, ) and (5) on
pages 83 and 84, I have already commented on the proposed
panals to supplement or augment the present JOTP screening
and selection procedures, and I have wged instead the
poaitioning of selected officers from DD/P, DU/B, and DDA
on the JOTP staff on a rotational basis, The active, intimate
participation of these cfficers in an already proven, success-
ful systewm should further enhance and improve upon JOTP
atal performance to date. And in this cennectlion 1 do not
believe that we have tended to "overemphasize Intellectual
gualities and to undevemphasize rugged and adventurous

22
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traits.” On the contrary! For example, | |
OTR asked for 2 show of interest in volunteering

- membership in the CIA Contingency Tazk Porce and &
posveguisite, three-manth paramtlitary training course,
noearly half of the JOT students {n Operations Course 49
mespordded, and this in the face of the obwious, low priority
axsigned to PM activity in general. The JOTP seeks to
odtain well-runded young pesple, neither musclebousd nor
ragrow intellectyals, and it is pretty well ectablished that
the busly right tackle is not necessarily the best paramilitary
case officer.

§ . Thare has been considerable discussion of the present
system of "Agency spanscrship of JOT military duty” (see page
84 of the Swrvey). While this arrangement is not a major fac~
tor in JOT procurement, it iz a useful device, especially in
times of emergency. And it was hard to oome by! I belteve
that this practice should be centinued,

k., With reapect to "Intelligence Waining for specialists™
{pege 83), as I have already remarked, ! believe that orlenta~
tion and some basic intelligence training are useful and
desirable for gll new junior professional persannel,

1. With reference toparagraph 1L, ¥, 3, 4, (9 on pege
86, it 15 bard to visualize how any highly-motivated, ad-
vanturesome, young American, interested in overseas service,
wenld not de attracted to a DR/P career! I do not see thiz as
a problam of combating prejudices but rather a9 3 problem of
proper placement accarding to background and demonstrated
aptitudes and capabilities, JOT tamining emphazizes the
importance and interdependsnce of the three Deputy Direc~
terates as integral parts of this Agency's functioning within
the Government. And we are emphasizing that directed
assigoments can and will be made in the Agency's intersst,
at 20D if necessary.

m. The nexd paragreph (4 on page 87 also warrants &
Prief comment. I agree, of course, with the cited "anawer, *
but I 4o not foel that the JOIP 45 "overly isclated” from the
Deputy Directorates. Individual teaining officers of the JOTP
maintsin very close amd continuing contacts with career

39,
Approved For Release 2002/06/10 : CIA-RDP63-00309A000100020072-5

SECRET

|
25X1A




25X1A2d1

Approved For Reféase 2002/0 h D963-00309A‘000100020072-5

A ; éijo’iah’iL

panels and operating officials, They haye to, to bs effec~
tive at all in selection, screening, and placemsnt, and in
oatrying out thair particulsr responsibilities for training,
career guidance and development.

n. With respect to paragraph Iil, F, 3, e, begiming
on puge 87, I can only agree that the problem of JOT attrition
dessarves furthor study and that it involves ¢specially the
career management and development of the junior officer
after he Jaeves the JOIP,

7. Cther Agency Tralning

I have no detailed comments to make here concerring
other Agency tralning, other than to note my satisfaction with
the cordial and very cooperative relaticnships exiating batwean
OTR apgd the Offiee of Communications and the Technical Bervicss
Division. The division of effort, ooordination, and communication
between ue appesrs to bs practicable and effective. With reapect
to the | | Project, I do not feel it appropriate
for me to comment at this time.

8. The Future of Training in the Agency

In my epaning comments on the Survey I exprezsed some
general reactions and suggestions on the future of Agency training.
Obviously, | am in full agreement and sympathy with many of the
visws of the Inspector Ganeral. Other points which he raloes I
bellove wusrant further discussion and study, and I lock forward
to the opportunity to review these with him and with the Deputy
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